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| 1. FY 69 Behedule of "Inputs” for 4-B (Fopuletion) and k-0 (Lebvor
& Marpower)

SFRICA

MIDDIE PAST
FAR HaAST

WESTERYN
TIBLSIRERS

' Femnda & Burundi
Gabon
Myeris ’

Malagasy Rep.
Uypper Volta

Jordan

Nepal
Halmysin *

Milippines

Baiti
Feundor

_ Population Lebor Sec b drars

Input duws Input rec'd Input rec'd due

in 00X AnOCI  4n OCI Ba/Rfoct_
20 dug 6T 3 0ot + 7 26 Bep + " 2 Ot 67
16 Oet 30 0ct .~ 3 0Oct 20 Rov
28 Mo 154 Dao 15 Dea 2 Jan 64
23 Pob 63 - - 3 Apr
29 Mur - — 3 May

k Oct 67T 19 Oct 3 Hov «+ & Rov 6T
18 Jan 63 —-— - 19 Feb 60

b Aug 67 T Avg - A Zep 7
19 Mar 68 - - 23 Apr &
19 Dec 6T - - 23 Jan &

5 Fab 63 e v 11 ¥ar )

#* Tnput an Poyulation only; none on Manpower
** Inmput oo Manpower only; none on Population

+ Corrected imput; orizinal version,
++ Bubmitted by egreemont in two insta

rubuitted on 31 Aug, bed to L9 returned
liments, 1 Sept and 3 Hov

2. FY 69 Schedule of Section ba to be produced in toto by Census vnit

Country
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Draft dus
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A Mar 63
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Burvey ig expscted to reach the SA/R/OCI from the OCI regicnal component:
and (2)_ a nmore evea distribution smong geographic resiona of this outslds
4 assistance, which Tor FY 60 hus been ccmcentrated hesvily on Alvica.

h. Quite outslde from the wmanpower savings for OCL, success in
this experiment, which concerns the priority item in the KIS prograns,
would in the undersigped’s opinionn 4o more for the aucceess of the
program as s vhols then maintaining the pregent production levels of
specinlized HIS weterisl (Sectiomll end b} on population end menvower,

25X1A

Speelinl Asslstent for Resuworch
Oiffica of Current Intellisence

Attechrent)
Az stated

Distribution:
Orig. & L - Addressee
- I 25X1A
- OBGI file
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&, Perhaps a paragraph or two on cach of these
subjects is 1in order. The problems tend to overlap in
any case. First, the matter of people-—--or more precisely,
too many people. I know that OCI ig one of the smaller
offices in the Agency, and that our MIS responsililiities
require people. But even in strictly currant work, I
think we frequently have foo many people looking at the
samo or closely relatad subjects. T know ny views are
not shared by all, but my evperience suggests that even
in times of crisis too many people with not onough good
leadership tend to encumber the machinery and make the
job more difficult. I helieve that nearly everyone in
QCT should constantly have more to do than he can do,
and that thizs would result in individuals getting pricri-
ties for themselves and in less gcorambling to fird suiitable
topics to address.

19, Some will protest that if our ranks were thin
we would not ba adedquately staffed during a nrisis aituation
and that overworked analysts would not have time for

mulling over and writing those longer, thouchtful memos
which we all prize. T don't think se. I think we could
maet crisis needs by expecting people to work long hours--
as they generally do anyway-~and bv moving paeople freguoently
from one area to another. Ve have dewmonstrated kime aftor
time that competent analysts in one area can move, pick

up the threads of a new situation, and contribute, or

at least relieve others to write the longer, more difficult
analytic pieces. OCI should reserble a newsvpaper nore

than a university. 2An analyst should be morce journalist
than academicilan. Ve are not and should not bha the
reposltory of all knowledge on foreicn countries. In

my view, OCI should be a small corvs of good thinkers and
writers, who might not have all the fachts, but who know
where to get facts and how to present then with oclarity

and analytic insiaght.

11. You have said, and I agrce. that thore is amvle
room in OCI for the specialist who wants to be a leoading
expert in his field. But I think the bulk of our m»ecople,
indeed the core of the office, need not be expert in the
acadenic sense. Analysts often become expert as they
pursue their responsibilities in OCY, but the ability to
verceive the fundamentals of an intelligence questicn,
to discern what is important and what is not, and especially
to generate ideas is not confined to aexperts. ‘That ve
need, of course, are first rate pecople. Getting thom,

o
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developing them, and keeping them are problems tinnt can
best be met by challenging their abilities ana Ur(Vl:i;{

< P

them opportunities for job satisfaction they would fing

hard to duplicate. 7This could be done hetter, I think,
in a smaller, even more flexible office.

2 T recognize that a goal of becoming smaller

o oo

o

could not be achiceved overnight; indeed, it probably
would take years and it certainly would requive some
tinkering with OCI'3 responsibilities. But il bhel
smaller was a goal, it could be reflected in our Lis i
practices and in our personncl decisions more than it ie
now because of Agency-wide policies. I would, for
axample, bhegin making greater efforts to move people out
of this office if they cannot do the job OrOp@Y]y, or at
least remove them from the current prodwctzon machinery.
T would stop all hiring for the time heing, cexcept in
extraordinary cases, and I would make a maximun effort to
£ill openings with people already on board. I would also
make certain that supervisors do a proper job of testing
a new person durlng his probhational period and that those
who do not measure up are told so frankly and not hired
permanently. T think all of this is being done now to
sone extont.

13. I acknowledged earlier that any real cuthack
in the size of the office would require some redefinine
of QCI‘S mission. One place to start would be to review
our priorities and perhaps list countries and subjects
that normally would not he covered ir current publications.
I am not certain by anj means , but theroe muast be manv
topics which do not require such coverage because U5
interests are not affected. Mayho our "QpabLlwtwo" should
He encyclopedic because we never know when or on vhat we'll
be asked to comment.. Bult does a newspaper maintain o
correspondent in every country? Several nay be requirec
in sone, stringers in others, and nonc in others. Why
don't we do the same? Concentrate on pricrity arcas of
US interest and maintain a caretaking/filinge capability
in many others. The latter could e checked over f{ron
fime to time by roving analystz whoso job would bha to
determine if anything useful could be said.

14. A more basic problem on which I have stronger
views is the NIS and Handbook program, which coansumes
far more time and manpower than I realized boefore coming
to the Buropean Division. I do not need to ro-play all

T
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the arguments about the NIS; I don't even XKnow your views
for sure. But in ny view, current intelligence ané the
NIS do not mix. I know the argument that the NIS is
aseful for training analysts; maybe, mut 1f I cane to

OCI to work in current intelligence and found myself
+urning out a long paper on Albanian pnlitical dynarics,
T would he distressed. When a new person spends mach of
his probational period on the WIS, as happens freguently,
we really have little to judge his capabilitien in teorms
of OCI's primary job--current intaelligaence.

15. The Agency cannot simply divast itself of t
XIS. T know that. But clearly the best way e reduce
+he size of this office and simultaneously improve morale
and motivation is to take a different approach to the
NIS. We might compartmentalize the IS more within GCT,
begin diverting it to another office, or work to channel
it out of the Agency altogether. I have nevelr cared much

HET

STATINTL for —way of compartmenting the HIE because
: of the adverse impact it has on the merale of the nandful

of neople he has doinc the job. DBut in contrast to the
recommendations of committee, I think STATINTL

keeping the NIS separatc from current work is the only
gensible way to do it; that suggests aither 2 seporate

TS division within the office or shunting the job bhack

out of 0OCI where it does not belonag. I know that many
surerior IS products are turned out nsing the present
system; the ones on the USSR, West Cermany, China and

France are all truly first rate. DBut they are mainly
unclassified and could have been rradunced elsewhere,

I tip ny hat to a person like who brincs unmatched
onthusiasm, energy, imagination, and acadenic excrlience

to his NIS work. pBut is his work and product properly STATINTL

ocI's? Is it even intelligence?

146. 'The handbooks are an even Worse axamnnle ol a
make-work project. I know they were requested by Kissinger

Tnstead of letting us slip deadlines and
unorriciarly ignore certain countries which cleariy do
not require a handbook, why not stop the program sitogether,
or revise it extensively? A handbook may vell be a useful
spin-off from the work of a current intelliyence analysit;
many probably have all the makings at thelr fingertins
or in their heads. 7But the way handbooks are done now
iz by relying on a recently ispued WIS and the prnduct

STATTNTL in 1969, but doess he still want then? Hot accorading to

e Gen
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is mainly duplication. Analysts are painfully
this, of course, and most of them nave nothino
for the handbools.

17. The whole question of research bothors oo, 1
suppose any paper of more than 34 pages cowla oo '
rosearch, but I get the feeling we are pla J
distinction that need not be made, There amunfloﬂﬁ Bkl
proiocts we should undertake, asz we do now, which oan
properly be Callpﬂ regsearch. Bbut I think u@ﬁt A(
most longer papers of any kind, should be primariliy an
extension of our current work To0 many nrlvaLs rivink
of a memorandum as rescarch, whﬂn in Fact vwhat thoy aroe
baing asked te do is pull togather develormcnts they Lavae
followed and written about frowm day te day and prezent
them with some ideas and analysis--not just wmore Eiety
nore background “TAny analyst worth his sl who s
working on a country or topic full tine should he oblde
to produce a ten-page menorandum of ideas inon d“?.gr
two. Indeed, anyone working on an importont, fluic
situation probably should have & naper or iwo‘qerminatinq
in his head and/or in partinsl draft all the five.

")),

.
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Regearch

9., The committee fecls that considerable uncertainty
cxints over whether rescarch is a bread and butter task.
What should the relationship between curyent intell iqgqence
fasks and in-depth, long term political roscarch bhe?  We
conclude that the two go hand in hand and that tho scepara-
tion of OCI's current and research tasks--sugges ted by some
observers--is not the answer. An analyst is an analyst is
an analyst. The ability to deal with a pnroblem as it develops
piecemeal on a day-to-day basis is intrinsically rclated to
the successful drafting of a comprehensive rescarch project.
We should regard our rescarch efforts as an educative pro-
cess designed to provide the policy maker with knowledge
about the many facets of a country. Although in some cases
rescarch can and should be geared to policy, we think it
sufficient in some cases that officials, after reading a
research paper, simply have a clearer idea of the dynamics

operating in any particular country or in the world community.

10. The NIS is a special research problem. Perhaps
the most pertinent fact is that a majority in OCI consider
the program an "albatross." The a priori view that the
program is inherently useless leads to a circular, self-
fulfilling prophecy that the final product will be inferior.
Many young analysts believe there is little glory or oppor-
tunity for rapid carcer advancement for thosce who labor over
an NIS. There is a common belief, at lcast in some divisions,
that the program is a dumping ground for analysts who can't
handle current work and that NIS writcrs advance at a slower
pace, NIS analysts are also painfully aware that their chiefs
rarcly review their product as carcefully as current produc-
tion.

11. With a new man heading up the NIS program in
OBGI, the committee recognizes that the project is now in
a state of flux. We are therefore reluctant to make sweep-
ing recommendations until we sec how the program shakes down
under ||| ovidance. But we do belicve therce are some
general problems which can be corracted.

Approved For Release 2000/08/29 : CIA-RDP79B01737A000100050011-4
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Recommendations

a. The research effort should be confined to i
papers which rarely exceed 30-40 pages in length. Research |
papers should focus on issues which convey a sense of -
imnediacy to the reader. Exhaustive histories and ency- a
clopedic compendia--which won't be read in any casc--should
not be a part of our mission.

b. Senior officers in OCI should call to the
attention of division and branch chiefs memoranda and re-
ports which meet OCI standards and otherwise give quidance;
as to what constitutes a good research report.

c. Quality rather than quantity should be
emphasized. Too many analysts are engaged in make-work
disguised as research.

d. The OCI Research Office should be abolished.
By instituting a separate function, we have merely divorced |
rescarch from the everyday work of the divisions. Super- P
visors at the division and branch chief level should oversce
research in somewhat the same fashion that they supervisce i'v'l
current work. s

7

e. With only rarc exceptions, analysts should do |
both current and NIS work. Analysts should not be assigned [{.
to successive NIS surveys. BAnalysts who handle the current |
reporting on a country are best equipped to bring that
knowledge to bear on an NIS and effectively to producec it.
Many of the morale problems connected with the NIS could
be eliminated in this fashion.

f. Many who work on the NIS believe their promo-
tion rate is slower because they work primarily on that
program. If promotion rates arec hasically the same for
current and NIS assignments, that fact should be made
clear.

g. NIS studies and research projects should be !“
reviewed at the division level so that supervisors arc !
thoroughly familiar with the product of all of their ]
analysts. !

H

i
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h. Supervisors at all levels should cmphasize |

that quality is as important, if not more so, than deadlines.!

i. Branch chiefs should make clear to analysts
that NIS writing is an important factor in cvaluating per- .
formance and that the same standards of excecllence required i
in current production are also required in an NIS. The e
front office should emphasize to branch and division chiecfs |
that they, too, will in part be judged by the quality of the
NIS. (As we recall, a memorandum to this effect was put out:

at some point. Perhaps it should be re-issucd.)
j.  The Dandbook program falls inbto Lhe make-work
catoegory and should be continued only on a very selective P
{

bagis. The NIS survey and the Handbook contain much of the
same information and analysts waste valuable time by having
to produce both.

k. A quiet corner should be set aside for research:
so that analysts can get away from the current press of '
business for several uninterrupted hours or days at a time.
The bull-pen atmosphere in many OCI offices is not conducive
to reflection.

*
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